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Abstract 
The ability to use the project work form tends to be increasingly important for long-term profitability in most 
organizations, thus, strategic management nowadays normally comprises management of projects and project 
portfolios. Many significant decisions concerning the organization’s vision, goals and operations origins from a few 
basic questions in a strategic perspective. Some of these are related to developing a strategic position: Which 
products should we offer? How can we retain old customers and attract new ones? How can we increase our internal 
efficiency? The answers to these questions often results in decisions to initiate projects for product development, 
marketing campaigns or internal improvements. Other projects are related to operating from an established strategic 
position: delivering customer orders and producing events. The purpose of this paper is to describe and discuss a 
project typology, derived from a strategic management perspective. The typology consists of five project archetypes: 
Product development projects, Marketing projects, Internal improvement projects, Customer order projects, and 
Event projects. The typology highlights distinctive characteristics in the result perspective, i.e. variations in project 
deliverables, goals and intended effects, which have significant consequences for business oriented project steering in 
practice. Variations between project archetypes are described focusing on business decision processes, the purpose 
and content of project phases, progress control/follow-up, and organizational principles. The typology represents one 
of three analysis models in a framework for Structured Project Analysis (the SPA framework) developed during a 
doctoral study 2004-2009. 
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1. Introduction 
During the last decades, projects have become an integral part of many small and large organizations 
in most business areas (Ekstedt et al., 1999; Turner et al., 2009). Thus, the management of projects and 
project portfolios has become an important issue for managers (Gareis, 1990; Artto & Dietrich, 2004). 
When using projects in an organization, the challenge lies in both planning, controlling and 
coordinating the actual project work (project management), as well as in “management of the network of 
projects” in the organization (Gareis, 1990), such as choosing projects, prioritizing between projects, 
assigning resources and competence to projects, and making overall business decisions related to the 
project progress (such as decision to start, continue, close or terminate the project, as well as decisions 
related to its scope and delimitations). In this paper, the latter is referred to as project steering.  
On a general level, all projects follow the same sequence of phases and require the same general set of 
overarching business decisions to push the project through this sequence. Initiated by an idea of a desired 
output (a product or a change), the project starts with planning and preparation of the project work and 
resource allocation; work related to producing the intended result is performed; the project result is 
transferred to the intended receivers and the project’s resources are released and the project is closed 
(Lundin & Söderholm, 1995; Turner & Müller, 2003). However, it is widely agreed on by scholars that 
the diversity of projects in practice calls for the application of different steering and management styles, 
decision models, management tools, etc., adapted to the specific nature of the actual project or type of 
project (See e.g. Shenhar et al., 2002; Müller & Turner, 2007). In order to be useful to practitioners, a 
project typology should be designed to provide support for both steering projects and managing projects. 
This paper aims at describing and discussing a project typology, derived from a strategic management 
perspective, previously suggested by Jansson and Ljung (2010) and further elaborated by Ljung (2011). 
Earlier typologies derived from a strategic management perspective provide little guidence for the 
steering and managing of the identified project types. One such example is Shenhar et al. (2002), who 
discuss a typology based on the project’s strategic goal, having projects classified as Extension projects, 
Problem-solving projects, Utility projects or Research projects. These categories are, however, not 
explicitly related to a systematic strategic management approach and they are not elaborated to the point 
where their practical consequences become clear. Another example is Söderlund (2005); when forming a 
typology from the projects’ strategic role in a business operation he identifies three project types: 
Business projects, Development projects and Change projects. The elaboration of this typology is 
however focused on the respective project’s role in a business and organizational context, rather than on 
the practical implications for steering and management of the projects and project portfolios.  
There exist, however, extensive literature exploring the significant features of various project types 
(some examples will be provided below in relation to the specific issues discussed in the paper), even if 
the attempts to combine this knowledge into a coherent typology aiming at providing practical support to 
managers are few.  
2. Using the variations in the project goal and its intended effects as the starting point 
The typology presented below uses the result perspective as its starting point. It is argued that projects 
can be defined by variations in their goal and intended effects: Projects starts with the intent to produce 
some specific output (a project goal in the form of useful deliverables at an appropriate time and by use of 
an acceptable amount of resources) that is expected to be used to realize an outcome (an effect) that is 
beneficial for the hosting organization’s operations (See also Andersen, 2008; Turner & Müller, 2003; 
Lundin & Söderholm, 1995). The project process as well as the project organization is logically 
depending of its intended project goal and expected outcome, and should consequently be derived from it.  
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3. Methodology 
The empirical base for this paper is a doctoral study using an action research methodology (Badham & 
Sense, 2006) - three case studies in three Swedish organizations in which both authors participated as 
consultants and process leaders and in which observations was made and structured during more than 
three years. The studies were in two private business enterprises and a municipality. The organizations 
were of different size; one of the private businesses with approx. 100 employees and the other approx. 20-
30, the municipality approx. 7,000 employees. Together the three organizations managed project 
portfolios with a large number of projects (approx. 20-30, 4-6 and 50 projects, respectively).  
All three were approaching a similar general problem: Unsatisfactory effectiveness and efficiency in 
the steering and management of the project portfolio. The top managements’ decision was also similar: 
To develop and implement a common, structured model for steering and managing projects in the 
organization. During the study, it became obvious that the three organizations were facing different 
managerial challenges, due to the various natures of the projects in the respective project portfolio.  
The two private enterprises’ project portfolios were rather homogeneous; the projects in each portfolio 
were aiming at similar project goals and producing deliverables with characteristics quite similar in 
nature. One was delivering technical products on customer order basis, while the other used projects to 
win contracts for delivering equipment and supply to customers. In each organization, it became clear that 
the steering and management challenges related to the projects could be quite narrowly defined, although 
the two organizations differed from each other in terms of what the respective challenges was about. As a 
consequence, the developed project models could be specific and offer practical guidance for managers in 
the respective organization.  
The municipality’s project portfolio, in contrast, contained a diversified collection of projects. Here, 
the challenges varied both between departmental project portfolios of different nature and between 
departmental projects and cross-organizational projects. The problems to be “fixed” by developing a 
common project model could only be defined on a general level, and the project model could, as a 
consequence, offer little practical guidance for the management in each department.  
Using the experience and observations from these case studies, especially the total collection of 
varying projects existing in the three very different organizational contexts, a pattern emerged, where we 
could draw two conclusions: On the one hand a project model in practice must be defined quite narrowly 
(use terminology familiar to the business area and professional tradition, specify concrete activities, etc.) 
to be useful as guidance to managers in actual situations. On the other hand we concluded that projects 
aiming at producing conceptually similar kind of project output share many similar managerial 
challenges, thus making it possible to find patterns for project models that are applicable across different 
organizations. It seemed to us that these patterns emerged from generic traits of the project goal and its 
intended purpose for the host organization.  
The typology discussed in this paper is an attempt to elaborate a generic basis for project models on a 
level of abstraction suitable for practical use by managers, while still resting on an explicit theoretical 
basis. The project archetypes in the typology are based on the actual projects observed in the three case 
studies, and complemented and extrapolated partly by building on literature and partly by use of our 
experience as practitioners during several decades as managers and in other leading roles in project-based 
organizations.  
4. The typology 
In the workplace, the project work form and project management are used for both development 
(innovation and growth) and for operations (this division also used e.g. by Turner et al., 2010). 
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The former concerns activities related to the basic questions involved in the development of a business 
strategy (building on Rummler & Brache, 1995):  
1. What products and services will we offer?  
2. Whom will we do it for (customers and markets), why will the customers buy from us (competitive 
advantages) and where will we place ours emphasis (product and market priorities)? 
3. How are we going to bring about this (systems and structures)? 
In the process of putting a strategy into practice based on the organization’s answers to these 
questions, projects are used as management tools: Projects for developing new products and services, 
projects for marketing and sales campaigns, and projects for improving internal processes and structures.  
The latter (projects as a means for operations) involves using projects for delivering customer orders 
and for producing events for a market.  
The suggested typology thus consists of five project archetypes (Jansson & Ljung, 2010), each project 
archetype defined by its characteristic project goal and purpose for the host organization, and originating 
from a strategic management perspective: 
 Product development projects: The purpose is to develop a new offer to the market. The project is 
initiated by an observed or assessed customer need, and results in a new product ready for sales and 
distribution to the market. (See e.g. Brown & Eisenhardt, 1995; Cooper et al., 2002; Söderlund, 2005; 
Takeuchi & Nonaka, 1986; Pisano & Wheelwright, 1995; Shenhar & Dvir, 1996). 
 Marketing projects: The purpose is to affect customer demands for the products offered. The project is 
initiated by an assessed need or market opportunity, and results in customers’ increased knowledge, 
desire or purchase of the products. (See e.g. Armstrong et al., 2009; O'Toole & Mikolaitis, 2002; 
Scheuch & Schuh, 1994). 
 Internal improvement projects: The purpose is to change and improve the way work is performed in 
the organization. The project is initiated by a perceived need for change, and results (finally) in new 
behavior. (See e.g. Andersen, 2006; Söderlund, 2005; Eskerod & Jepsen, 2005; Schipper et al., 2010; 
Ekstedt et al., 1999; Blomquist & Packendorff, 1998). 
 Customer order projects: The purpose is to deliver an ordered product to a customer. The project is 
initiated by a tender request (or an order), and ends with the customer’s approval and payment. (See 
e.g. Söderlund, 2005; Lloyd-Walker & Walker, 2011; Turner, 2004; Globerson, 1997; Turner & 
Simister, 2001). 
 Event projects: The purpose is to deliver an activity, i.e., a specific event, to the market. The project is 
initiated by a perceived market opportunity, and results in the execution of the event, e.g., a concert or 
an exhibition. (See e.g. Bowdin et al., 2006; Getz, 2005; O'Toole & Mikolaitis, 2002). 
Actual projects often have traits from a combination of two or several of the project archetypes. Thus, 
the value of the typology is that it highlights important patterns originating from the project goal and its 
intended outcome for the host organization, and its relevance for effective project steering and project 
management.  
In the following sections, we will elaborate on how these characteristics affect various aspects of the 
project and its steering and management.  
4.1. Characteristics of the project goal and its consequences for project steering and management 
Due to the difference in purposes that distinguish the five project archetypes from each other, each 
project archetype’s deliverables and project goal are fundamentally different from the others’ (See Table 
1, column "Characteristics of the project goal"). This in turn affects what become the issues in focus for 
project steering and management, e.g. the management of a product development project will be 
dominated by assessments of the actual progress and setbacks during the product development process 
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and of recurring reassessments of the product life-cycle business case, while the management of a 
marketing project will be dominated by assessment and interpretation of the customer's or market's 
interest, and the steering of an internal improvement project will be dominated by assessment of soft 
factors, such as key individuals' or key staff groups' commitment to the change, etc. (See Table 1 for a 
complete list).  
Table 1. Characteristics of the project goal and the dominating steering focus 
Project archetype Characteristics of the project goal Dominating steering focus 
 Result/Purpose Time focus Budget focus  
Product development 
project 
Develop new offer 
(product) 
Market window (for 
product) 
Product life cycle Development progress  
Life cycle assessment 
Marketing project Affect customer 
demand 
Market window (for 
customer) 






Commitment window Cost Soft factors (commitment) 
Customer order project Deliver to a customer Negotiated window Calculated cost Efficiency 






Assessment of revenues 
The respective “windows” for the Product development project, the Marketing project and the Internal 
improvement project differ significantly in its respective focus. For a new product, the actual product is in 
focus and is related to the potential market, in the Marketing project it is the opposite: The question in a 
Product development project is whether the product under development can meet the market’s demand, 
while in the Marketing project the question is whether the potential customers can be “developed” to 
desire the available products. In this sense, the Internal improvement project has some resemblance with 
the Marketing project. The aim of the projects is to influence people to choose to change in a certain 
direction. The difference is that for the personnel being the target group for an Internal improvement 
project it also exists an option to use coercion; the personnel are under contract and formally bound to 
comply with directives given. The management issue is to decide on to what extent this option should be 
used. 
4.2. Project phases and business decisions 
Since each project archetype is aiming at the delivery of a result significantly different in nature 
compared to the other project archetypes, the overall process from project initiation to its close will, 
consequently, follow patterns that are unique for each project archetype. In Table 2 the characteristic 
project processes are described for each project archetype, together with descriptions of business 
decisions related to the phases.  
4.2.1. Characteristic project phases 
The process for each project archetype can be described as a small set of consecutive phases, following 
a sequence characteristic for the archetype and related to the nature of its intended project goal and 
desired effects (Table 2). 
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Table 2. Characteristic project phases and business decisions 




1. Prep. of the Implementation proposal and Product life-
cycle estimates 
2. Product development 
3. Internal hand-over 
1. Decision on a design strategy 
2. Start of hand-over to other internal 
functions (e.g. marketing and 
production) 
Marketing project 1. Assessment of market interest 
2. Development/Iterative refinement of the project strategy 
3. Execution of marketing activities 
1. Iterative decisions on refinement of 




1. Create commitment to the change 
2. Iterative assessments of commitment to the change and 
refinement of the project strategy 
3. Execute activities instrumental to the change 
4. Transfer from old to new work processes 
1. Iterative decisions to invest 
resources in change activities 
2. Decision to abandon the old and rely 
on new work processes 
Customer order 
project 
1. Tender preparation/Contract negotiation 
2. Detailed planning 
3. Preparation for delivery 
4. Delivery to the external customer 
1. Decision to make the offer and/or to 
sign the contract 
2. Decision to hand-over to customer 
Event project 1. Development of a vision for the event and the assessment 
of the market’s interest in it 
2. Planning for the preparation 
3. Preparation activities and detailed planning of the event 
4. The event 
1. Decision to announce the event to 
the market 
2. Successive decisions on investments 
during preparations 
The patterns of the Marketing project and the Internal improvement project is, in some parts, iterative 
to their nature; in both project archetypes the progress is depending on the response from stakeholders 
(Mitchell et al., 1997) outside of the project’s direct control (a customer or a market, and groups of 
affected personnel, respectively) and, depending on the continuous response during project execution, it is 
to be expected that the project strategy needs to be re-assessed repeatedly (Andersen, 2008). For the other 
three project archetypes, an iterative process is an option (however often very appropriate), but not an 
inherent feature.  
For the Customer order project and the Internal improvement project (and when the Marketing project 
is about affecting a single potential customer), the stakeholder to receive the product or to embrace the 
intended change are identified already at the project outset. These stakeholders can be addressed directly 
and the project can use successive feedback from them to guide the progressing work. For the other three 
project archetypes the intention is to create a result that will be accepted by a market, which can be 
accessed only indirectly, thus implying a need for business overview beyond what is required for 
coordinating the planned project activities.  
4.2.2. Characteristic business decisions related to the project process 
Since the sequence of phases in each project archetype follows patterns unique to the archetype, 
business decisions, as a consequence, can be more narrowly defined than just the pushing of the project 
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from one general phase to another general phase; instead they can be defined in relation to the specific 
nature of the project archetype’s characteristic process (See also Table 2).  
In the Marketing project, the Internal improvement project and the Event project, it is inherent that the 
strategy is re-evaluated repeatedly during project execution. In the other two project archetypes, re-
evaluation is basically related to upcoming exceptions and deviations, rather than the “trial-and-error” 
approach built in projects aiming at affecting people outside of the direct reach of the project (a specific 
customer or a market in the Marketing project, affected personnel groups in the Internal improvement 
project and a market segment in the Event project).  
Since the Marketing project does not end with the project handing over the deliverables to a waiting 
receiver - it is actually the other way around; the project aims at convincing the customer or the market to 
hand over orders or express an interest in the marketed products - the business decisions during execution 
is about the continuation of marketing and/or sales efforts versus the close or termination of the project.  
The Customer order project conceptually starts with the decision to make an offer to a customer and 
the contractual terms is often negotiated somewhat before a final agreement is signed. Here, we treat 
these two decision points as one single business decision, since the two are conceptually similar - to 
commit to deliver at some fixed terms that will define the bounds of the project. In many instances, 
however, there are in fact two consecutive decisions made and the content of the project is sometimes 
changed quite significantly between the original offer and the final agreement.  
4.3. Organizational principles 
The goals of the project archetypes and their respective purpose are related to different kind of needs, 
which are originating from and will affect different stakeholders, some of which will be affected directly 
and deliberately and some indirect or unintentionally. The nature of each unique project archetype process 
will also introduce issues that are related to the stakeholders’ various needs, relations and driving forces 
(Mitchell et al., 1997). This means that a project organization during its life span typically will be facing 
managerial issues originating from the project’s archetypical traits, thus emphasizing the need for 
organizational arrangements characteristic for the project archetype.  
Since all actual projects are characterized by being unique endeavors, surprises are to be expected 
during the execution of a project. The challenge is not to anticipate and plan for every possible scenario, 
but to create arenas where new situations can be effectively discussed and managed by the relevant 
stakeholders. Thus, the challenge is instead to anticipate what kind of issues are those most critical to 
project success, most likely to appear, and which actors are the ones most likely to be affected by them 
(and thus motivated to attend to them), and having the competence, the resources and the power to 
manage them.  
Characteristic issues and the derived corresponding organizing principles are summarized in Table 3. 
The Product development project is dominated by having implications to many internal functions in 
the organization and thus the need for managers to assess a complex web of market opportunities, 
technical possibilities, direct and indirect implications for marketing, sales, production, delivery, after-
sales, as well as future products. The guiding principles for such a project will be about creating arenas 
where key internal actors with different perspectives and competence can join to identify, assess and 
manage any upcoming aspects of the project.  
For the Marketing project it is vital to create arenas where Marketing/Sales can collaborate with actors 
responsible for the production and delivery of the products being offered to the market, since a risk in this 
type of project is the temptation to make promises on behalf of the organization that the organization is 
unable (or unwilling!) to fulfill.  
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Table 3. Characteristic issues related to project organizing 
Project archetype Issues related to project organizing  Guiding principles for organizing  
Product 
development project 
Many internal stakeholders are affected Early involvement of internal stakeholders 
Marketing project Relation between Marketing/Sales and the 
delivery organization 
Top management involvement 
Creating arenas for collaboration between 
Marketing/Sales and the delivery organization 




Commitment and resistance 
Champions for the change 
Creating arenas for commitment building  
Creating arenas for management of priority conflicts 
Customer order 
project 
Hand-over from Sales to the delivery project 
Cooperation with the customer  
Access to business authority 
Making arrangements for Sales to stay involved 
during delivery 
Using two steering organizations in parallel: one 
internal and one including the customer 
Event project Several activities in parallel during 
preparations  
A small core team during preparations will 
grow significantly during the event 
Management by vision during preparations, shifting 
to rigor during the actual event 
Well-specified functional roles are essential during 
the actual event 
The key guiding principle for the Internal improvement project is about managing commitment among 
internal stakeholders: involving key actors directly, keeping affected personnel groups well-informed, 
demonstrating need, determination and ability to change. To inspire people to choose change, exposure to 
the forthcoming and ongoing change efforts is more important than the actual instrumental content of 
decisions and activities; it is about organizing for “bells and whistles” rather than for rationality and rigor. 
The success of any delivery of a customer order significant enough for motivating it to be organized as 
a project, will to a large extent depend on the level of trust between the supplier and the customer. The 
guiding principles for organizing the Customer order project are related to setting up structures for 
flexible and prompt solving of upcoming issues, though without jeopardizing the supplier’s business case. 
And finally, the key aspect of organizing the Event project is related to the shift in management style 
required when the project approaches the event; during preparations vision and explorative creativity 
(Amabile et al., 2002) is important, while rigor and structure (Bonnal et al., 2002) combined with 
improvisation within the set limits are desired during the actual event. Close to the upcoming event, the 
small, vision-driven core team during preparation is joined by a larger force of functional roles directly 
related to the delivery of the event. These two organizational parts need different kind of arenas; the first 
one need to meet as a task force, with flat hierarchy and involvement in problem-solving and decision-
making; the latter needs to be instructed and coordinated, and supported by leadership characterized by 
prompt and explicit decision making.  
5. Conclusion, remarks and suggestion to future research 
The aim of this paper was to conceptually develop a project typology suited for project steering and 
managing in practice, using the project result perspective as its starting point. Starting from defining 
archetypical projects using a strategic management perspective, three project archetypes are identified. 
Two more are defined by identifying typical project results related to the operating from an established 
strategic position.  
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The typology represents one of three analysis models in a framework for Structured Project Analysis 
(the SPA framework) which was developed during a doctoral study 2004-2009 (Ljung, 2011) - here 
extended to a finer level of detail. The traits of each project archetype’s project goal and purpose are 
elaborated, its implications on managerial focus, on distinctive phases in the respective project processes, 
and the sequence of business decisions to direct the process and on characteristic organizational concerns, 
are discussed and described.  
It is our intent to advance theory on steering and management of projects in a direction that is useful to 
practitioners in actual situations. The concepts used are partly based on empirical material and the 
literature, and partly elaborated by use of logic. Further validation by empirical testing of the typology is 
however needed.  
The typology is not intended to be used as a generic project model “as is” in any organization. Actual 
projects normally have traits from more than one of the projects in the typology, and they exist in a 
professional context, as well as a business context (Engwall, 2003), that affect steering and management. 
Steering and management of projects should be adapted to the unique type of projects in a unique 
organization’s project portfolio. However, we believe that a typology based on the result perspective, 
using a strategic management perspective, can be the starting point for developing project models tailor-
made for specific organizations and the projects in these organizations.  
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